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Name of Project

Canterbury Transport Regional Implementation Plan (CTRIP) – A Crown Funding Assistance Request for the Canterbury Region
Name of entering council/s

Environment Canterbury
Category
Joined Up Local Government
1. The Rationale for the Project and Expected Benefits

The Canterbury Transport Regional Implementation Plan (CTRIP) was a collaborative transport planning initiative conducted in 2007/08 involving 10 Territorial Authorities in Canterbury as well as Transit New Zealand. It’s purpose was to develop and present to Government a united regional view on the need for Government assistance in funding regionally significant transport projects that could not be funded from projected business as usual levels of transport funding. Following an initial submission and positive feedback from Ministers, the region worked alongside the Ministry of Transport and Land Transport New Zealand to evaluate the submission, culminating in May 2008 with the award of a $244m transport grant from central Government.

The rationale for CTRIP originated from the development of the Greater Christchurch Urban Development Strategy (GCUDS), a growth management strategy for the Greater Christchurch sub-regional area. Through the strategy development process it became clear that a funding gap existed between the “business as usual” levels of transport funding and that which would be required to deliver the desired outcomes over ten years of the Canterbury Regional Land Transport Strategy and the New Zealand Transport Strategy. The GCUDS implementation action plan identified a number of approaches to resolve this issue, including to “negotiate a transport funding package between the region, local authorities and central government”. 
With a view to meeting Government’s desire for one regional voice, the Canterbury Regional Land Transport Committee approved such an approach in September 2007, which outlined the gap in funding for the whole of the Canterbury region. Canterbury received feedback that indicated that there was strong support within Government for taking the proposal to Cabinet subject to due diligence of the funding request and the preparation of Cabinet submission demonstrating compatibility with government policy. The Minister of Transport thus agreed to the initiation of the Canterbury Transport Project, a process whereby officials from local, regional and central government worked together to technically evaluate the Canterbury Transport Funding Assistance request.
The $244m grant brings the ten year CTRIP a step closer, as it closes 50% of the funding gap, with the remainder to be found locally, perhaps by a regional fuel tax. The benefits of this will mean regionally significant transport projects can be planned and implemented as they are needed, leading to higher cost efficiencies, better value for money, sustainable economic development and social and environmental benefits to the people of Canterbury.
2. Linkage to Council’s Strategic Direction

Environment Canterbury exists to achieve a sustainable environment and sustainable communities, for the benefit of people, communities and future generations at a reasonable level of monetary and personal cost. These functions are reflected in our contribution to the region’s community outcomes set out in our LTCCP 2006-16 and expressed in our key regional strategic planning documents. Those documents most relevant to the CTRIP project are the Greater Christchurch Urban Development Strategy and the Canterbury Regional Land Transport Strategy. These documents outline the strategic and integrated approach taken to land use and transport planning in the region.

CTRIP was developed as a series of geographic transport packages. Each of these packages was developed to specifically address the diverse needs of local communities whilst also being evaluated against a framework of national and regional transport objectives. In this way the CTRIP has explicit links to the Council’s strategic direction in land use and transport planning, as well as satisfying local need and national policy.

3. Project Planning

The project planning phase for CTRIP was complex – there was a need to translate the transport project priorities of 10 territorial authorities and also those of Transit New Zealand into a series of geographic project packages and then demonstrate how these packages contributed towards the objectives of the New Zealand Transport Strategy.
External consultancy support was sought to help facilitate the complex conversations amongst the local authorities in order that  a diverse set of individual transport projects could be translated into a coherent message that delivered on central government transport objectives.
4. Project Management

Officers of Environment Canterbury played the lead project management role for the CTRIP project. This involved a delicate balance between ensuring that the technical development work was progressed in a robust and transparent manner, but also ensuring that it was developed to a timetable that fitted the meeting schedules of the Canterbury Regional Land Transport Committee, the Regional Council and council meetings of each local territorial authority in Canterbury.

Canterbury is a large region with a diverse range of issues of transport issues. Whilst urban Greater Christchurch is home to most of the travel demand occurring in the region, significant access, mobility and safety issues are also present in the more rural locations. Some areas are more able to fund transport improvements than others due to varied rating bases.

To ensure local issues were appropriately represented and managed, the region was divided into three sub-regions and a sub-regional project manager assigned to each. These project managers were drawn from the Canterbury Transport Officers Group (TOG), which comprises transport officials from central, regional and local government. The responsibility of these managers was to represent the interests of the local councils within their assigned area and to ensure the project evaluations were done in a consistent way across the region.
Through regular project management meetings with the Environment Canterbury project manager and the other sub-regional project managers (which were aligned with meetings of the Canterbury Regional Land Transport Committee, the Regional Council and council meetings of each territorial authority) the technical development of the project was able to proceed in parallel with political decision making.
5. Relationship Management and Communication with Stakeholders

The development of CTRIP, its communication to local stakeholders / central government and subsequent progress through the Canterbury Transport Project was largely managed by the Canterbury Transport Officers Group (TOG).

TOG is a grouping of technical officers, maintained and facilitated by Environment Canterbury, from the various transport stakeholders in the Canterbury region – specifically, each territorial authority, Transit, Land Transport NZ and the Ministry of Transport.  TOG works to a terms of reference mandated by the Canterbury Regional Land Transport Committee.
The existence of TOG and its successful operation is critical to the successful progression of this type of project within the Canterbury region.  The group provides several functions:

· A forum for discussion of technical information developed by Environment Canterbury and its appointed consultants;

· A forum for non-political discussion and evaluation of transport projects and project prioritisation at the regional level;

· A conduit from a technical, working group level to political stakeholders – each TOG member is responsible for ensuring that elected council members / senior managers were appraised of where the CTRIP project was heading and that they were adequately briefed to be in a position to take timely and informed decisions when required through the forum of the Regional Land Transport Committee.

· A forum for discussion and resolution of differences of opinion / interpretation at the sub-regional level, which ensures that regional level initiatives, such as CTRIP, can progress in a timely and productive manner.

Throughout the CTRIP process, TOG met on a regular basis – mostly  quarterly, but more frequently during critical phases. It is encouraging to note that Central Government has recently recommended that every region in New Zealand have a transport advisory group similar to the Canterbury Transport Officers Group.
By utilising the services of consultants with prior experience of the process of funding bids in other regions, Environment Canterbury ensured that the language and style of the CTRIP document was in a form that allowed ready interpretation and appraisal of the Canterbury bid.
6. Innovation and Originality

Several regions around New Zealand have made successful funding bids to central government in respect of transport projects of regional significance that were not fundable within known funding envelopes.  Typically, however, these funding bids were for readily definable large projects that addressed serious and urgent current problems – such as rail electrification and bus network enhancements in Auckland to encourage mode shift and reduce chronic congestion.
The Canterbury approach differed in two ways. Firstly it took an “all of Canterbury” approach with packages of works developed covering the whole region, rather than one specific project in one part of the region. The second aspect that was different about the Canterbury approach was the ‘lead infrastructure’ nature of many of the proposed projects.  In essence the Canterbury region was attempting to demonstrate to central government that there was a compelling case for investing in road and non-roading transport projects now, to avoid having to address more serious (and by definition, more expensive) problems in the future.
Providing a funding rationale for ‘lead infrastructure’ is always difficult in a project appraisal environment where key scheme benefits are derived from travel time saving.  The benefit – cost (BC) test that is applied to transportation projects in New Zealand naturally favours projects that rectify situations that are ‘bad’ now – in effect, the investment provides significant immediate benefits and benefits reaped today are worth more than benefits reaped tomorrow in appraisal terms.

Against this background, the task for the Canterbury region was to demonstrate to central government that by investing now in the transport packages contained within CTRIP, there would be longer term benefits to the region and the entire country by Canterbury avoiding the problems that now face other urban centres – particularly the Auckland region.

CTRIP deals with this task by taking the New Zealand Transport Strategy objectives as its key appraisal test, rather than the project level BC test.  Whilst the value for money test, is still of relevance, the intention in the CTRIP work was that this should form the secondary level test for a project, rather than the primary one.  In other words, if a package of individual projects delivered significant benefits to the Canterbury region and also to the country in terms of positive contribution to New Zealand Transport Strategy objectives, then it merited funding support from a regional perspective.

Scoring projects in this way allows regionally significant projects to be prioritised in such a way as to ensure maximum delivery against strategy objectives from the Canterbury region – in effect ensuring that a region which is on the verge of congestion related transport problems does not continue heading in the wrong direction.
7. Evaluation Framework

As outlined above, the evaluation framework developed for CTRIP was innovative for transport projects.

For a project to be included in CTRIP, it needed to demonstrate a degree of ‘regional significance’ by:

· Individually delivering benefits to a large number of regional users of the transportation system or;
· By forming part of a group of smaller projects which as a package demonstrate regional benefits  and pass the regional significance test;

Each project, within its geographic sub-regional package was scored against a series of New Zealand Transport Strategy related objectives or outcomes.  Each geographic package of projects has its own set of outcome criteria – allowing the evaluation framework to recognise that urban and non-urban areas have differing needs, as do specific geographic locations, and thus require different assessment criteria.  Two examples of package outcome assessment criteria are listed to demonstrate this:

· The Southern Christchurch package assessed projects in terms of their contribution to increased use of public transport, increased use of active modes, enhanced movement of people and goods, protection of the social and urban environment and support of the Urban Development Strategy growth plans for Greater Christchurch.

· The Timaru package assessed projects in terms of their contribution to improving opportunities for use of active modes, delivering an improved public transport system, improved travel time reliability, reduced conflict between modes, improved connections to arterial routes and providing safe and efficient access to Washdyke and the port of Timaru.
This mix of outcome assessment criteria allowed projects to be evaluated in a way which recognised the local context within which they sat, but also allowed their contribution to national level transportation strategy objectives to be considered as well.

Each project was scored either low, medium or high in relation to each outcome and a score of 1, 2 or 3 was attached to these outcome results.  The sum of this scoring provided the ranking within each package.

Each package had a regional weight applied to it.  This package weight was developed essentially to highlight that some packages delivered a greater degree of regional benefit than others – either in terms of the outcomes achieved or the numbers of regional users of the transportation system who derived benefits from them.

The combination of the individual project score with the relevant package weighting provided an overall score that allowed each project to be given its position within a master list of regionally significant projects.

The final step in the process involved the development of a funding plan that identified the shortfall between the amount of funding available to the region via traditional sources and that needed to deliver the remainder of the prioritised list of projects.  From this process, the shortfall in funding could be explicitly identified and highlighted in the regions bid to central government.

- Successful Results

The CTRIP project and its associated funding proposal and crown bid was approved by the Canterbury Regional Land Transport Committee in September 2007.

Following submission of the regions bid, central government, through the Minister of Transport, agreed to the initiation of the Canterbury Transport Project, a process whereby officials from local, regional and central government worked together to technically evaluate the Canterbury Transport Funding Assistance request.
The Final Report of the Canterbury Transport Project was submitted to the Minster in February 2008.  The report contained several funding options for consideration, ranging from full funding of the identified shortfall, to no additional funding for the Canterbury region.

In May 2008, the Minster announced that government would provide additional funding to enable the Canterbury region to fund 50% of the identified shortfall, subject to the region itself being able to fund the other 50%.

At a time when new transport legislation was pending that intended to deliver new transport funding mechanisms for regions – via regional fuel tax – it was always unlikely that the Canterbury bid would be funded in its entirety.

To receive a 50% commitment does, however, represent a successful outcome for the Canterbury region.  In effect, central government has endorsed CTRIP in its entirety as a positive vehicle for delivering transport solutions across Canterbury that contribute positively to NZTS objectives, but also deliver the aspirations of the region itself.
- “The Wow Factor”

Prior to CTRIP, the Canterbury Regional Land Transport Committee had made repeated representations to central government that requested additional funding for individual projects in the region that were deemed important regionally, but did not deliver sufficient benefits to secure funding from nationally prioritised funding sources. Furthermore, individual territorial authorities had also lobbied government with similar objectives.

Central government repeatedly conveyed the message that, as far as transport funding was concerned, they wanted the region to speak with one voice, rather than in a piecemeal manner in respect of individual projects.

The desire to adhere to this message throughout the CTRIP and CTP process is what ultimately made it successful. There was considerable scope for any one of the 11 partners to drop out or make inopportune or poorly timed public statements, but thanks to strong relationships between the partners Mayors and Chief Executives and a collective focus on common goals; unity and agreement was achieved and maintained throughout what was a long, complex and intense process.
8. Category Specific Criteria

Achievement of something the council could not have done (or done as well) on its own
Environment Canterbury could not have developed CTRIP on its own. Without the commitment and buy in of the territorial authorities (the Mayors, other elected representatives and officials) Canterbury would not have been able to present its needs with one voice.
Environment Canterbury, is responsible for developing transport policy for the Canterbury Region and apart from its role in delivering public transport services, the organisation does not have an implementation role. That is the responsibility of the territorial authorities and Transit New Zealand.
CTRIP provided a project vehicle for bringing together the “projects” of these 11 agencies under one prioritisation framework.

Without general buy-in to the CTRIP project, Environment Canterbury would not have been well placed to reach a firm position on future funding requirements to deliver the Regional Land Transport Strategy and the New Zealand Transport Strategy.  The agreement and support of each territorial authority and Transit New Zealand to the projects, their regional benefits and subsequent prioritisation was crucial to the delivery of the CTRIP Final Report to central government.

The Canterbury Transport Project that followed CTRIP also required the ongoing commitment (both political will and officer time invested) of all these project partners to ensure that Environment Canterbury was capable of facilitating the end result.
Buy in, mutual benefits and ongoing commitments from all parties

The mutual benefits of CTRIP to the Canterbury region are clear – without the buy-in from all parties, the $244m of additional transport funding allocated to the region would not have been forthcoming.
Furthermore, the ongoing commitment of each stakeholder to the process is strong – largely because each stakeholder is well aware that the government commitment was made to deliver an entire 10 year transportation programme in the region, not just one or two specific projects.  Each stakeholder is well aware that the funding may be withdrawn if it becomes evident that the region is not committed to delivery of CTRIP as a whole.
The process of collaboration for mutual benefits is a new one for Canterbury in the transport arena.  With new government legislation providing greater emphasis on regional level decision making (through the development and maintenance of Regional Land Transport Programmes - RLTP) it is the firm wish of Environment Canterbury to continue to collaborate in this way in order that a strong RLTP emerges for Canterbury.  From the experiences learnt through CTRIP, it is our belief that this will most certainly be possible.
